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Abstract 
The motivation for the European research project ConTOOL (Controlling of resource efficiency throughout the life-cycle of 
tools) was the development of guidelines for the tool and die making industry on how to design and advertise resource efficient 
tools. One major obstacle is the acquisition costs of a resource efficient tool or die, which can be higher than the costs of an 
ordinary tool. Although, when looking at the total cost of ownership, the investment will be profitable due to the savings of 
energy and material, it will act as a deterrent for tool and die making companies. To overcome this burden a market positioning 
model was developed within ConTOOL. A market analysis of manufactures for tools and dies has been conducted in order to 
establish a basis for finding suitable market positioning strategies for resource efficient tools based on the particular competitive 
environment. 
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1. Introduction 
In general, tools and dies are used to manufacture products 
in mass production processes. The European tool and die 
making industry has an important role as an enabler of 
efficient mass production processes. New developments and 
innovation in tool and die technologies make new functions 
and geometries of products possible. The properties of tools 
and dies have a major influence on the properties and 
therefore costs of finished parts, which are manufactured with 
the respective tools and dies.  
Today’s turbulent economic environment confronts the 
European tooling industry with new challenges [1]. It faces 
the challenge of foreign competitors, which are increasing 
their product quality. A differentiation by the initial buying 
price is not a targeted goal for European tool and die makers. 
In any case, an exclusive differentiation by quality could not 
be achieved over the last years, since most costumers take a 
high level of quality for granted [2]. The high level of wages 
and other non-labour costs in high-wage countries does not 
allow competition with east-Asian competitors only based on 
costs [3]. Another challenge is the increasing individualisation 
of costumer products, which leads to a decreasing number of 
manufactured products per tool or die. Because tools and dies 
count as fixed costs, this development results in an additional 
pressure to reduce the costs of tools and dies.  
Beside these challenges, resource efficiency of production 
processes is getting more important. UNEP (United Nations 
Environment Programme) defines resource efficiency as 
“reducing the total environmental impact of the production 
and consumption of goods and services, from raw material 
extraction to final use and disposal” [4]. 
Due to rising costs for energy and materials, e.g. plastic or 
metal, the question how tools and dies influence the demand 
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for energy and materials in the product manufacturing process 
is now taken more often into consideration. Additionally, 
further regulations by governments can raise costs of energy, 
so that the topic of resource efficiency in manufacturing 
processes will become even more important. [5] 
Therefore, the tool and die making industry currently tries 
to improve the productivity of its customer’s manufacturing 
processes by optimizing their tools and dies. However, 
improving the resource efficiency of tools and dies can often 
lead to higher costs of the initial purchase price of a tool or 
die. Only if the different costs and benefits are evaluated 
according to total cost of ownership, tool and die makers can 
offer their customers additional benefits. 
In order to show the advantages of resource efficient tools 
and dies a market positioning model has been developed in 
the research project ConTOOL (Controlling of resource 
efficiency throughout the life-cycle of tools). The Austrian 
tool and die maker Rathgeber, the German metrology system 
maker Brankamp and the Slovenian simulation expert Tecos 
participated together with the German institute Laboratory for 
Machine Tools and Production Engineering (WZL) of RWTH 
Aachen University. 
The model helps to analyze the market situation and gives 
advice on communicating the benefits of a resource efficient 
tool or die based on particular market-specific competitive 
environments. To get a better understanding of the existing 
market for resource efficient tools and dies a market study in 
German speaking countries has been conducted. Goal of the 
paper is to explain the market positioning model and what 
influencing factors were considered. Based on the results of 
the study different guidelines for marketing resource efficient 
tools will be elaborated, which should help the mostly small 
and medium sized businesses in the tool and die making 
industry to gain a competitive advantage by focusing on both 
high quality and resource efficient tools. 
2. Development of a Market Positioning Model for Tool 
and Die Manufacturers 
Determining a company’s market positioning strategy for a 
product can be regarded as one of the last steps in a chain of 
marketing activities [6]. Adequate positioning requires a 
comprehensive analysis of the particular state of a company, 
an evaluation of its specific market segment and an 
identification of its current competitors within its targeted 
market, see Fig. 1. 
 
 
 
 
 
 
Fig. 1. General approach for defining marketing strategies 
Hence various concepts and strategies are incorporated in 
the market positioning model. In general, they can be 
classified as general strategies, differentiation strategies and 
mathematical models. 
General strategies address the alignment of the company as 
a whole. Gilbert and Strebel’s hybrid strategies, Schuh’s 
reference strategies and Grossklaus’ specific types of 
positioning are taken into account. 
The fundamental idea of hybrid strategies is that a 
company gains a competitive advantage over its rivals by 
either differentiation or cost leadership. If competitors catch 
up, the company will alter its strategy to the contrary extreme. 
Thereby, continuous outpacing is strived for [7]. 
Schuh identified four characteristic groups of strategic 
positioning – product design, brand/image, production 
technology and process chain. Reference strategies emerge by 
combining two of those characteristic groups. The basis for a 
successful differentiation is to deliberately focus on the 
interconnections of different strategic positions [8]. 
Grossklaus finds six potential types of positioning – market 
leadership position, follower position, me-too position, price 
position, competition-oriented position and niche position [9]. 
Differentiation strategies are often mentioned in the context of 
unique-selling propositions (USP). Reeves established the 
term USP as a unique feature of a product, which 
unmistakably points out its advantages in comparison to 
others [10].  
Trout and Rivkin find that current marketing efforts rarely 
meet the requirements of a USP. Customers have to perceive a 
company as truly different in comparison to its competitors 
due to the increasing resemblance of their operational 
activities. In many cases, companies tend to use price 
reductions, which often result in downward spirals and 
eventually cut-throat competition. Therefore, competition by 
differentiation is favored. This kind of differentiation can be 
achieved by product features, technology, “next-generation” 
design, specialization, market leadership, “first-mover” role, 
tradition and peer group preference [11]. 
Another way to determine a strategic position are 
mathematical models. The Proposas and WISA model are two 
exemplary models, which include elements that can be 
reasonably incorporated in a market positioning model.  
Proposas investigates how positioning and repositioning of 
products assists in generating maximum profits. The price of a 
brand is a determining factor for creating preferences. 
However, the position of the brand also influences the 
production and marketing costs [12]. Proposas uses long-term 
market share as a target value [13]. WISA tries to eliminate 
the major weakness of many positioning models, which is 
evaluating each brand with the same set of criteria. WISA 
takes into account that competitors differentiate by multiple 
dimensions. The result is a model, which highlights the 
strategic potential of a brand based on decisive competitive 
factors, image characteristics and competitors [14]. 
Every product faces different requirements for a successful 
market positioning strategy. In case of the tool and die making 
industry there are 5 categories of key requirements, which 
need to be addressed in order to build a successful market 
positioning strategy, see Fig. 2. 
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Fig. 2. Requirements for a market positioning model for resource efficient 
tools 
The five requirements as described in the following 
section. A possible target of a positioning strategy is to design 
a product, which features major differences in comparison to 
competitors [14, 15]. According to Klocke these 
characteristics might be precise production deadlines, faster 
manufacturing or productivity of tools [16]. As mentioned 
earlier, quality is not part of a differentiation strategy in case 
of tool and die makers, because it is already a standard for 
European tools and dies [17]. 
Net benefit represents the monetary value the costumer is 
willing to pay for a superior product. The requirement focuses 
on the aspect that the product creates an added value for 
costumers, which he is willing to pay money for. 
Range of service means consideration of the product 
bundle offered on the market. It starts with a simple product 
and ends with a package of services. The better the services 
are defined the easier is the communication with the 
costumer, which is especially important in high-priced 
markets [2]. 
As the tool industry is a small series or prototype 
production [18] integration of the costumer is a requirement to 
be successful. The costumer has to gain an insight in technical 
possibilities to clearly communicate his demands and needs in 
order to receive a satisfying and specific solution. 
Another requirement for successful market positioning 
strategy is the suitability of the strategy for the tooling sector. 
Therefore, one needs to consider the specific characteristics of 
the firm as well as of the costumer structure. Depending on 
the integration in the costumers processes strategic 
positioning differs. 
As Fig. 3 points out none of the existing positioning 
strategies completely fulfils the requirements of the tool and 
die making industry. As a consequence, the market 
positioning model developed in the research project 
ConTOOL attempts to eradicate this deficiency. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Fig. 3. Evaluation of different market positioning strategies for resource 
efficient tools 
The model consists of a central house in which 
characteristic of the strategy are described and a surrounding 
atmosphere of influencing elements, see Fig. 4 [19]. For a 
company in the tool and die making industry the market 
positioning model supplies a guideline on how to find a 
successful market positioning strategy for their specific 
product. The elements customer requests, characteristics of 
product, market analysis, model architecture and strategy of 
positioning and communication policy build the main house 
of the market positioning model. The elements are shown in a 
house structure because the elements should be executed on 
after another from the bottom up. In the first element existing 
and potential customers get asked for their interests and what 
factors influence their decision to buy products similar to the 
products a company is offering. After analysing the answers 
certain fields can be defined, in which a company wants to 
deliver a benefit to future costumers. In the second element a 
company should analyse their existing product or define 
targeted properties of new products. Some main properties of 
a product are the cost for acquisition, the costs for using, 
requirements for using and the offered functionalities. The 
properties can then be matched with the customer requests.  
In the next element the market with its competing 
companies is analysed in order to combine the results of the 
first three elements in the next element, which is the model 
architecture and the strategy of positioning. This element 
helps to visualise the results of the previous elements in order 
to define a strategy to position a company’s product. Goal of 
the last element of the market positioning model is to follow 
the formulated positioning strategy and to find efficient 
communication channels to reach potential customers. 
Especially in the last element the influencing elements shown 
in Fig. 4 around the market positioning model have a big 
impact and have to be considered. For example government 
regulations on energy consumption can shift the demand of 
the market to other products. 
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Fig. 4. Market positioning model for tool and die makers 
In the following two sections the market analysis and the 
market positioning strategy are described in more detail. 
These two elements are carried out as a use case for a 
resource efficient tool or die, which has been development in 
the research project ConTOOL. 
3. Results of a Market Analysis in the German Speaking 
Tool and Die Making Industry 
One of the main steps of the market positioning model is 
performing a detailed analysis of the tool and die market. The 
element market analysis in the market positioning model (see 
Fig. 4) is important because it connects the inside view on the 
product with the outside view of the market. A precise 
strategy needs to be based upon deep knowledge of the 
product, the market, its particular participants and costumers. 
Therefore, the analysis has to take three dimensions into 
account [20]: 
x Own product 
x Customers point of view on company 
x Competitors 
 In order to get a detailed view on the market for a resource 
efficient tool a market analysis was conducted as a part of the 
market positioning model. This was done by assessing how 
many tool and die makers use the topic resource efficiency for 
advertisement in the “business to business” orientated tool 
and die market. The market analysis was carried out by 
researching to which extent the topic “resource efficiency” is 
discussed on websites of tool and die making companies in 
three German speaking countries. 
 The market analysis was carried out in three steps. In a first 
step the database of the Laboratory for Machine Tools and 
Production Engineering, which contains data about most tool 
and die makers in German speaking countries, was filtered by 
limiting the search results to external tool and die companies, 
which produce die casting tools. This list of tool and die 
makers was the basic set and the starting point for the 
following analysis. In a second step, a series of key words 
directly related to the topics resource efficiency, 
manufacturing efficiency, tools and environment has been 
generated. This list of key words contained many terms a 
company would use to advertise a resource efficient tool or 
die. The final step contained the execution of the web-based 
search, a country-specific evaluation and a concluding 
comparison of all countries.  
 In detail the websites of tool and die makers from the list in 
step 1 were checked for using words from the list of resource 
efficient terms from step 2. If a company used any of the 
defined words on their website, it was counted as an indicator. 
The indicator showed if the company uses the topic resource 
efficiency in any kind of context. Afterwards the contexts of 
the terms related to resource efficiency on the websites were 
analyzed. On this way it was possible to make a difference 
between companies using resource related terms for 
advertising their products, their company or for another 
reason. In the following paragraphs the results of the market 
analyses are described. 
In total 128 companies in Germany, 26 in Austria and 19 in 
Switzerland were identified in WZL’s company database 
according to the above-mentioned filters. The minority of 
German companies (13%) address the topic “resource 
efficiency” on their websites, see Fig. 5. In comparison, 50% 
of Austrian companies and 74% of Swiss companies mention 
resource efficiency. 
 
 
 
 
 
 
 
 
 
 
 
Fig. 5. Use of the term "resource efficiency" on websites in different 
countries in % 
Fig. 6 shows the usage of the term “resource efficiency” in 
a comparative way between all three countries in the context 
of corporate policy, efficiency, technologies and tools. 
Country-specific differences are perceivable. 8% of German 
companies have corporate policy, 4% efficiency, 0% 
technologies and 4% tools in connection with resource 
efficiency. In Austria 32% address corporate policy with 
regard to resource efficiency, 32% efficiency, 16% 
technologies and 42% tools. In Switzerland resource 
efficiency is mentioned in connection with corporate policy in 
31%, with 12% in efficiency, with 0% in technologies and 
with 12% in tools. German and Austrian companies resemble 
each other, even though Austrian companies are in principle 
on a higher level. Most companies focus on corporate policy. 
In contrast, most Austrian companies, which address resource 
efficiency, do this in the context of tools. Austrian companies 
also stick out by mentioning technology in relation to resource 
efficiency. 
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Fig. 6. Use of the term "resource efficiency" in different contexts on company 
websites 
The web-based search has shown that there is an explicit 
need to raise awareness for the topic “resource efficiency”, 
especially in Germany. Although the communication of 
resource efficiency appears to be far better in Austria and 
Switzerland, the topic does still not get satisfactory attention 
in both countries. Resource efficiency referring to tools is 
even in Switzerland not discussed by more than half of the 
companies. Besides showing the current need for action, the 
study may help to examine companies, which discuss resource 
efficiency on their websites and find out how they are actually 
implementing their statements. This may provide an 
opportunity to learn from their pioneering role. Another future 
research topic may be targeted on finding out, if companies, 
which do not publically address resource efficiency on their 
websites until now, do address it in reality. 
4. Results of a Market Positioning strategy for resource 
efficient tool or dies 
A major influence on a future market positioning strategy 
is determining the positioning occasion. In case of the 
research project ConTOOL a resource efficient injection 
molding tool is entering the market for the first time. 
Therefore, the project cannot rely on any experiences from the 
past and the positioning strategy can have a major influence 
on the acceptance of the product in the market. 
Secondly, the strategic orientation has to be chosen. The 
developed tool is the first of its kind and thus is a niche 
product. In accordance with the niche positioning concept 
from Grossklaus this is a good opportunity to use a vanguard 
role and to establish itself as a specialist [9].  
In the next step, following relevant questions should be 
discussed within the project team. Possible questions in a 
niche positioning concept derived from Grossklaus are: 
x Who are competitors? 
x Which positioning fields are occupied? 
x Which competitor possesses a dominant position in which 
field? 
x What is the potential? 
x Are there possibilities to gain a supremacy in the short-, 
middle- or long- term? 
After answering these questions and forming the 
positioning strategy it has to be executed.  
 
The target of the research project ConTOOL is to create 
awareness for resource efficiency within the tool and die 
making industry. Hence the project itself already 
demonstrates potential differentiation characteristics. The 
advantage in comparison to conventional injection molding 
tools is the resource efficiency throughout the lifecycle of the 
tool. This USP of the product characteristics has to be used 
for a differentiation strategy, because other companies do not 
emphasize this USP in their tool and dies or are not able to 
design resource efficient tool or dies. 
Beside the tool itself, the range of services should include 
extensive advisory of customers who use the injection 
molding tool in a series production setting. Since the product 
is highly innovative, customers have no experience in using it. 
Therefore, extensive consulting is essential for its success. 
However, the offered services should be precisely adjusted to 
the product itself as well as to customer needs. Because this is 
still a weak spot in the tool and die industry, there is huge 
potential to improve the customer value. Another advantage is 
the close relationship between customer and companies, 
which leads to additional earnings beside the sale of the tool.  
The last aspect of the execution is the perception and 
communication. For the developed tool it is suitable to 
establish a new brand, because it was developed by a 
consortium. Additionally, this offers the opportunity to 
position the product unbiasedly. Furthermore, a meaningful 
internet presence should be created. The following market 
analysis showed that there is still a huge backlog and an 
opportunity to gain an edge over competitors. 
5. Conclusion 
Research activities carried out on technological and 
organizational issues within the research project ConTOOL 
help to distinguish Europe’s high-wage tool and die making 
industry from competitors with low factor costs, which are 
continuously increasing their tool and die quality. The 
approach of the research project ConTOOL yields to further 
integrate the tool and die maker into the customers’ 
production processes in order to decrease resource 
consumption. The conducted study has shown that the 
potential of resource efficient tools is not seen as an 
advantage yet. In the future the integration of the tool and die 
development and production process into the series 
production process will allow a more efficient use of 
resources. This benefit can be developed and communicated 
with the market positioning model in order to give resource 
efficient tools and dies a competitive advantage, by showing 
customers that a higher purchasing price for a tool or die can 
save costs in the overall lifecycle. 
A challenge for the tool and die making industry is to 
expand their field of activity into the product development of 
their customers in order to bring in their know how on 
increasing resource efficiency in the series production. 
Another challenge is to cooperate stronger with the following 
series production to gather information on energy and 
material usage. By analyzing this data tool and die making 
companies increase their knowledge on designing resource 
efficient tool or dies.  
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